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Message from the Minister 
of Finance 


Everyone agrees that change — measur- 
able and sustainable change — is needed to 
preserve the quality of public services in 
Ontario. 

But, when you care about the public, 
when you care about services that benefit 
communities, and when you care about the 
people who work for you, then you need 
an approach to change that is responsive, 
thoughtful and comprehensive. 

That’s why I’m pleased to help launch 
this new publication which looks at work- 
places that have taken this approach to 
change. It’s time to applaud those in the 
public sector who are introducing lasting 
and beneficial innovations to their organi- 
zations. It’s tough enough just doing your 
day-to-day job serving the public, without 
having to think about ways to totally 
revamp the way you work. The credit goes 
to the people in these stories. 

I believe these success stories can be 
reproduced — in one form or another — 
throughout Ontario. And I’m sure it’s a 
challenge the people who work in our pub- 


lic sector are willing and able to meet. 


floyd Lalo 


Floyd Laughren 


Minister of Finance 
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A few thoughts from the editor : 


When I was young, my father would say to me, “Never compromise your values. But 
understand there is more than one way to achieve the things you believe in.” 

Those words of wisdom have never been more true than today. With government 
revenues declining, public sector workers in Ontario are re-thinking the way they 
deliver services. While employees continue to believe in the important role public ser- 
vices play in the province’s health and quality of life, the way these services get deliv- 
ered is now in question. 

The debate over how to re-invent public services has been fierce at times. The 
public as taxpayer demands lean and efficient government. But the public as consumer 
wants easy access to services. With public sector workplaces scrambling to adapt to 
the public’s demands, narrower priorities and a new fiscal reality, things are bound to 
foul up at times. And, more often than not, the public only hears about the incidents 
when things went wrong. 

So we set out to find the good examples of public sector change in Ontario. 

We wanted to showcase people who are being more creative, taking risks and 
inventing new ways to deliver their services. We wanted to search out public sector 
organizations that are involving their employees, in a meaningful way, in the “what” 
and “how” of change. And we wanted to look at workplaces throughout the entire 
public sector — from hospitals, to municipalities, to schools, to public utilities. 

We are not writing about perfect stories — they’re not fairy tales. In the workplaces 
we visited, not everyone was happy, nor did everything work out perfectly. But they 
did represent a change for the better. And in most cases, the change process is still 
under way. 

These are stories of progress. These are stories of people who have struggled and 
managed to take steps forward. 

We highlight these workplaces to see what others can learn. What advice do these 
people have for employers and employees who face similar challenges? 

We hope this magazine will be the first of many on the topic of public sector 
change. 

We welcome your letters. And we hope you’ll share with us your stories and your 


lessons for making positive and lasting change. 


(ett. Mix 


Catherine Clement 


Editor 
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lf January 1992, administrators at the 
‘eae of Pittsburgh asked employees to 
help crop the municipality’s $5-million 
annual budget by 10 per cent. “We asked 
each of our people to come up with five sug- 
gestions that would save money without 
reducing service to taxpayers,” says Sheilagh 
Dunn, project coordinator for Pittsburgh, a 
community of 11,500 people on the outskirts 
of Kingston, Ontario “In return we promised 
that, if our goal was reached, there would be 
no layoffs and everyone would get a bonus.” 
According to Dunn, each one of the 
township’s 44 employees accepted the chal- 
lenge. For instance, public works supervisor 
Kevin Riley led an initiative to streamline the 
community’s annual spring cleanup. “I 
asked one of my drivers to come up with a 
new routing system and he came back to me 


with a plan that was essentially a paramilitary 


learning that employees must be 


included on the road to change. 


garbage collection exercise,” says Riley. “We 
ended up saving $30,000.” 

That’s a significant achievement. It’s 
also a feat that, with variations on a theme, is 
being performed by scores of public sector 
organizations across Ontario. Like the east- 
ern Ontario township, these government 


operations and institutions are proving that 


the fastest, most efficient route to positive, - 


cost-effective and lasting change is through 
meaningful employee involvement. 

There is a general consensus among 
change management consultants that the 
advantage today belongs to those businesses 
and organizations that invite their employees 
along on change journeys. Joe Arbuckle is 
president of Toronto-based Phoenix Partner- 
ships Inc. and has helped re-engineer success- 
fully a number of private and public sector 


operations. He believes “high-performing 
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Change from the bottom up 


organizations are staffed with people who 
care passionately about their businesses and 
compassionately about their fellow workers. 
A lack of cooperation means a lack of 
involvement and commitment.” 

The dean of public sector revitalization, 
Ted Gaebler, co-author of the seminal Rein- 
venting Government, is also a staunch supporter 
of a people-centred approach to change. 
“Governments are being asked to do so 
much more today — and with less resources,” 
he says. “The only way they are going to 
make that change is to empower their peo- 
ple. If you empower your people, amazing 
things will happen.” 

But just how does an organization actu- 
ally begin the process that leads to employee 
involvement and, subsequently, incremental 
increases in creativity, ingenuity and produc- 
tivity? The answer, say the change gurus, is 
not simply a matter of the chief administra- 
tive officer announcing an end to the old 
hierarchical way of doing things. Nor will 
employees join the cause if those at the top 
ignore their suggestions and ideas. At the 


same time, no employee worth his or her 


paycheque will join the change parade unless 
there is an incentive to do so. In short, only 
those organizations committed to going 
beyond rhetoric can expect to see their 
employees buy into the change process. 

A case in point is the employee-driven 
transformation of the Ministry of Municipal 
Affairs’ Subsidies Management Branch (SMB), 
a unit that funds various municipal programs 
across the province. Once a demoralized, 
under-performing operation where workers 
took a “who cares, why bother” approach to 
work, SMB is today a vibrant, entrepreneurial 
workplace staffed by people who take pride 
in serving their customers. 

SMB’s journey away from despair began 
when Roberta Veley became the organiza- 
tion’s director in October 1989. “It did not 
take me long to realize this was a place with 
problems,” recalls Veley. “On my first day, I 
had three people in my office crying.” To 
realize the radical change she believed was 
needed, Veley recruited her entire staff to 
develop a plan for achieving a more humane 
and higher-functioning operation. “I knew if 


I simply drafted a memo and said, OK peo- 


“We make sure that our employees are informed 
about everything that is going on. As well as staff 
meetings, we publish a regular newsletter that 


reports on our cost-management initiatives. We also 


make sure that we respond formally to every suggestion 


that comes from our employees. Last year, I sent each of 


our staff members a personal letter, detailing the status 


of their suggestions.” 


Sheilagh Dun N, PROJECT COORDINATOR OF PITTSBURGH TOWNSHIP 


ple, we are going to change and live happily 
ever after, nothing would have happened,” 
she remembers. “I wanted my staff to become 
partners and to decide what our business 


goals would be.” 


To launch the culture of inclusion, Veley 
organized a two-day staff seminar during 
which SMB employees helped create a new 
branch mission and value statement. The 
staff set the agenda and directed the seminar, 
then took the lead in establishing an employee 
award program. 

In the fall of 1990, employees organized 
an Outward Bound excursion. Paul Hallson, 
a computer programmer at SMB, recalls the 
success of the day spent scaling rocks and 
crossing rope bridges with colleagues. 
“When you rely on others for your personal 
physical safety, you begin to understand we 
are all dependent on one another. I know 
when I got back to work that message was 
still with me.” 

Upon a growing foundation of trust, 
SMB employees went on to totally revamp 
the organization’s culture and business prac- 
tices. Unquestionably, SMB’s people are hap- 
pier. And the branch’s bottom line is health- 
ier. A recent survey that covered a three-year 
period concluded that both production time 
and mail costs had been reduced by 40 per 
cent annually. At the same time, the branch 
had realized a 25-per-cent improvement in 
payment efficiency and a 30-per-cent saving 
in supply costs thanks to the in-house devel- 
opment of a computerized inventory control 
system. 

Although Veley left the branch earlier 
this year, it’s clear employee involvement has 
become an established way of business at 
SMB. MMA's officials did not replace the 
departing director. Instead they authorized 
the organization’s three top managers, known 


as the leadership team, to run the branch. 


Says leadership team member Ted Paradis, 
“All of our achievements have happened 
because we employees have taken ownership 


of our business.” 


Although it operates on a much 


grander scale, Ontario Hydro is another 
organization that has found ways to accom- 
modate employee involvement in the change 
process. No one questions the giant utility’s 
need to do things differently. Operating under 
heavy debt burden and in a market where 
demand is less than previously forecast, Hydro 
has been fighting to achieve fiscal health. 
Efforts to deal with Hydro’s debt recently 
led to the announcement of another round 
of cuts, which, when added to previous 
downsizing plans will result in an organiza- 
tion with one-third fewer employees. Not 
surprisingly the change journey continues to 
be rocky — in many parts of the organization 
morale is low. 

John Murphy, president of the Power 
Workers’ Union (PWU), which represents 
approximately 15,000 of the Crown corpora- 
tion’s 27,000 workers, has been quite critical 
at times of the methods and decisions of 
Hydro’s management. Not long ago, he vocif- 
erously opposed the organization’s plan to 
invest $73 million in a Peruvian electrical 
utility — a decision made around the same 
time Hydro announced plans to chop another 
$200 million from its operating budget. 

More often than not such circumstances 
would spell ruin for both the corporation and 
the workers. Yet, thanks to the implementation 
of a joint problem-solving approach between 
Hydro’s managers and the largest union, the 
PWU, the utility has managed to avoid all- 
out internal warfare. 

According to Peter Kelly, PWU vice- 
president, the partnership had its genesis in 
1989, when managers and employees working 


in Hydro’s nuclear division came together to 


“Involvement has definite advantages. Take the sin- 
gle issue of layoffs. If I simply said, ‘No, I can’t 
agree,’ chances are I would not change the course 


of events. But by sitting down at the table with 


management, I am able to negotiate redeployment and re- 


training terms. I can also talk about converting overtime to 


regular time. In short, I can save jobs. That’s a better out- 


’ 


come than pink slips.’ 


Peter Kelly, VICE-PRESIDENT OF THE POWER WORKERS’ UNION 


address the hot issues of environmental 
responsibility and public safety. “That laid 
the foundation,” says Kelly, who today sits on 
a number of management committees at 
Hydro. “We began to start talking about 
doing things differently; about how to move 
away from the old adversarial approach 
where somebody always won and somebody 
else lost. We began moving towards a con- 
sensual approach that would attain more sat- 
isfying, long-term solutions.” 

The discussion led to joint representa- 
tion on teams which Richard Moore, an 
employee-relations consultant at Hydro, 
says “are dealing with issues throughout the 
entire organization.” For instance, there are 
currently management and labour represen- 
tatives on the organization’s employment 
security and senior management committees, 
as well as a team to review restructuring 
efforts. Perhaps the best illustration of 
Hydro’s new joint-planning stance is the 
presence of John Murphy on Hydro’s board 
of directors — the result of a collective bar- 
gaining agreement reached earlier this year. 

Both sides credit the new cooperative 
style for averting a strike in 1992 over the 
issue of contracting out work. Recalls Kelly: 
“We decided to resolve the issue by sitting 
down and attempting to achieve consensus. 
Over two one-week periods in 1991, we 


thrashed out our differences.” The outcome — 


which gave the company the right to hire 
outside if the union leaders agreed — was 
seen as a victory for both sides. 

Although relations between labour and 
management are still difficult at times, Moore 
insists a partnership approach will prevail at 
Hydro for the simple reason that everyone 
has benefitted from the change. Says Moore: 
“There’s no doubt including workers in deci- 
sion-making has helped us bring employees 
on-side.” Kelly also believes collaboration is 
the methodology of the future. “As long as 
joint problem-solving means true and mean- 
ingful involvement, as opposed to an attempt 
by management to neuter workers, it’s a 


preferable option,” he says. 


At Queen’s University in Kingston, Ont., 
Rod Fraser, vice-principal (resources) and 
co-chair of the institution’s recently formed 
Efficiency Committee, is another believer in 
the power of employee involvement. “About 
three years ago, the university’s administrators 
recognized tight financial times lay ahead,” 
recalls Fraser. To meet the challenge, the 
leaders formed an ad hoc group made up of 
representatives from the university’s unions, 
faculty association, non-unionized staff and 
graduate and undergraduate students. 
According to Fraser, there was good rea- 
son for initiating the policy of inclusion. “An 
extraordinary feeling existed that all of our 


stakeholders would have to buy in to a plan 
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that would achieve the fundamental changes 
we believed would be necessary,” he says. 

Last year, in response to further provincial 
transfer payment cuts, Queen’s informal 
efficiency group became an official body 
with a mandate to develop a change strategy 
that would transform the way the university 
operated. “Since the fall of 1993, we have 
been meeting on a regular basis,” says Fraser. 
“During those meetings, we have endeav- 
oured to build a consensus on the major 
issues facing the university.” 

As part of that process, the Efficiency 
Committee requested input and suggestions 
from all members of the university commu- 
nity — a program Fraser says solicited hundreds 
of responses. One of those suggestions — 
transferring the institution’s phone technology 
from individual direct dial to a computerized 
departmental routing system — has already 
been implemented and is expected to save 
the university between $150,000 to $175,000 
a year. Another suggestion — which originated 
with a group of unionized employees — 
involved doing away with the traditional 
mid-December wage payment. Says Allan 
McPhail, an electronic technologist, presi- 
dent of CUPE Local 254 and co-chair of the 
Efficiency Committee: “Employees are paid 
at the end of the month except at Christmas. 
The early pay period was alright if you wanted 


to buy extra gifts, but it also meant people 


our committee.’ 


had to wait six weeks for the next cheque. 
We felt we could do without it.” The result 
is an annual gift from the employees to the 
institution of $20,000 — the amount Queen’s 
earns in interest by keeping its December 
payroll in the bank for two extra weeks. 

As significant as such amounts are, 
Queen’s committee of partners made a rec- 
ommendation to the University’s principal 
last spring that real change would involve 
something more than, as Fraser puts it, “tin- 
kering at the margins.” “Rather,” he adds, 
“it was our thought that what was needed 
was a fundamental review of the way we do 
business.” According to Fraser, the group 
anticipates the report will lead to significant 
restructuring. For instance, he foresees the 
realignment of business departments and, 
perhaps, amalgamating the administrative 
support for separate academic units. 

Inevitably, the adjustments will result in 
fewer jobs at Queen’s. However, Fraser believes 
the inevitable negative effects of downsizing 
will be buffered by the fact that all of the uni- 
versity’s partners will have taken part in the 
decision-making. “Whatever transpires, our 
employees will know their interests have 
been taken into consideration,” he says. 
“Their voices are being heard.” 

Although less effusive, CUPE’s McPhail is 
also a supporter of the emerging collegial style. 


“Traditionally at universities, non-academic 


“We use every means at our disposal — newspapers, 
E-mail and the university’s on-line information 


queue — to keep people up to date on the work of 


Rod Fraser, VICE-PRINCIPAL AND CO-CHAIR OF QUEEN’S UNIVERSITY EFFICIENCY COMMITTEE 


PROGRESS 


employees are the forgotten workers,” he 
says. “But this new approach marks a new 
resolve to include us in decision-making. We 
are not quite as involved as we would like to 
be and, because of the institution’s hierar- 
chical system, communication is slow. Still, 
it’s much better than before.” 

No doubt that sense of increased well- 
being is shared by municipal workers in 
nearby Pittsburgh Township. Full partners in 
the municipality’s cost management cam- 
paign — begun last year for the purpose of 
reducing the area’s dependence on federal 
and municipal grants — workers have come up 
with scores of initiatives that have resulted in 
wholesale change. According to Dunn, the 
improvements have included a plan for cut- 
ting long distance phone expenses by $2,000 
yearly — a change that was drafted and 
implemented by the municipality’s secre- 
taries. At the same time, public works 
employees reaped an annual $90,000 windfall 
taking over responsibility from an outside 
contractor for operating the area’s own water 
and sewage system. 

None of this, notes Dunn, would have 
been possible without the help of employees. 
“From the beginning of the change process, 
it was understood the people on the front 
lines were the ones who knew their jobs 
best,” she says. “We knew it would be the 
people on the front lines who would have 
the most impact on reducing costs while 
maintaining services. All our chief adminis- 
trators needed to do was to give people the 
authority to do their job well. That hap- 
pened and, since that time, we have all 
become practitioners of the Nike school of 


,” 


management — we ‘just do it. 


For more information, Joe Arbuckle can be 
reached at (416) 484-0485; Ted Gaebler at 
(415) 485-2926; and Allan McPhail at (613) 
$45-2572. 


Innovation 
Leaders 


Employees need a champion that will 
listen to them, encourage them — and 


then turn loose their creative energy. 


“A leader must not only be committed to 
the change strategy but also be prepared to 
expend the energy to get involved in the 
process. His or her involvement is one of the 
most important conditions for successfully 
moving forward.” 

The statement above belongs to Pamela 
Reid, president of Reid Consulting Group in 
Toronto, an organization currently helping a 
number of medical institutions and organi- 
zations across Ontario implement restruc- 
turing initiatives. It’s an observation shared 
by most consultants and practitioners involved 
in change programs today. 

Certainly, Gareth Morgan, distinguished 
research professor at York University’s Faculty 
of Administrative Studies, believes the pres- 
ence of a strong change leader is axiomatic 
to corporate revitalization. “The leaders in an 
organization undergoing change have to cre- 
ate a context in which the change can hap- 
pen,” he says. “If the leaders aren’t always 
out there getting everyone moving, motivat- 
ing people, the change process will sputter.” 

A similar view is held by Art Daniels, 
assistant deputy minister at Ontario’s Ministry 
of Consumer and Commercial Relations, who 
has been deeply involved in his organiza- 
tion’s radical restructuring efforts over the 
past seven years. “I spend 80 per cent of my 
time on change,” he says. “My job is to be 
constantly out there delivering a positive 


message about change; reinforcing the idea 


that change will result in a richer, better 
workplace.” 

Burlington city manager Michael Fenn 
agrees that it’s the change leader’s job to 
ensure that information flows out to all 
members of the organization. Fenn’s city is 
undergoing a comprehensive restructuring 
effort. “In my case, I report regularly on 
change matters to council and the greater 
community,” he says. “In that way, I am 
building a bridge of trust which will ensure 
that I have continued support for our goals.” 
At the same time, Fenn points out, he is in 
an on-going dialogue with his employees. 
“That means that I’m not only talking but 
also — and most particularly — listening to my 
staft.” 

A key role of the change champion is to 
deal with resistance. And the way to do that, 
change experts insist, is not through punish- 
ment but through persuasion. “Leaders have 
to be aware that people buy in to change at 
different speeds,” says Reid. “People have to 
be given time to reflect, choose and come on 
board.” 

Reid also cautions her client-leaders 
that, in many cases, employees who initially 
oppose change eventually become the great- 
est supporters of change. “As often as not, 
the resistor is a person who has tried to work 
in more innovative ways in the past, encoun- 
tered roadblocks and become discouraged 


and cynical,” she says. “However, once this 
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frustrated employee becomes convinced that 


the organization is actually serious about 
change, he or she will often become an agent 
for change.” In Daniels’ experience, “diffi- 
cult employees are not usually obstacles to 
change. Rather, they are challenges. If you 
deal with those challenges successfully, 
everyone benefits.” 

According to facilitators, change leaders 
have one other essential duty: They must 
persevere. “The role of the change champion 
is unquestionably difficult,” says Morgan. 
“Leading change is an immense job that’s 
often stressful, frustrating and full of uncer- 
tainty.” However, the rewards for tenacity 
can be significant. Says Daniels: “Every day, 
my organization gets better. Today, we are 
providing better customer service at the 
same time that we are generating more rev- 
enues. We are far more productive than we 
used to be. As well, we have drastically 
delayered our structure and pushed power 
through the organization. Our staff are better 
trained than they were five years ago and, in 
just about every case, people’s jobs are bigger, 
broader and more fulfilling. To know that I 
have played a part in realizing these achieve- 


ments makes me feel good. Very good.” 


For more information, Pamela Reid can be 
reached at (416) 253-2577. 
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increasingly to 


and more public sector managers are also 
BY MASSIMO COMMANODUCCI 

rediscovering an old way of getting things 
done, a fundamental practice we all learned as 
children and once built communities with: 
cooperation. Talking is transforming the way 
government agencies work. And “sharing” is 


quickly becoming the buzzword of public 


sector culture. 


ployers. The goal: to 


ese autonomous bod- 


describes it, with everyone 
ne room, common sense dic- 
id have been done years ago. 
ators agreed it was absurd to 
awnmowers sitting idle while 
sity was paying contractors to cut its 
And with the county paying about 20 
more for office supplies than the 
yuying school boards, local taxpayers 
: obviously not getting the best deal. But 
: by pooling their human and financial resources, 
the administrators could share increased 
_ buying power and save thousands of dollars 
by avoiding the duplication of jobs and services. 
Thus, quite simply and with so little pain and 
anguish, the Kent Area Administrators Group 
(KAAG) was formed. 
The consortium, which now includes the 
City of Chatham and its public library, the 
County of Kent, the public and separate 
school boards, a community college and two 
area hospitals, has become a model of public 
sector cooperation and fiscal responsibility. 
The public and separate school boards now 
share curriculum materials and a single 
transportation system. Collective purchasing 
of natural gas and office supplies regularly 
saves KAAG members 10 to 25 per cent. Since 
its inception, the group has saved Kent tax- 
payers about $14 million — almost $2 million 
in 1993 alone. 
Thomas says the key to the consortium’s 
success was not some radical transformation 
of operations or legislation, but the good will 


and commitment of the people involved. 


silence 


tions between pul or institutions. 
“The reason it works is we have a very high 
degree of trust,” he says. 

A report by the Ontario Library Associa- 
tion that looked at KAAG and the cooperation 
among its school and public libraries noted: 

One essential condition in any cooperative 
arrangement is trust. A mutually exclusive but 
equally essential condition is an altruistic atti- 
tude. Indeed, these two factors may be the only 
two necessary conditions for successful cooperation, 
even in complex organizational relationships. 
They are the platforms upon which decisions 
about cooperative action are built ... 

Administrators that had previously fought 
off perceived threats to their budgets were 
now open to suggestions from group mem- 
bers and united by an oft-repeated question: 
Is it in the interest of the taxpayer? 

Robert Foulds, former clerk administrator 
for Kent County and KAAG chair, says “it’s 
really easier to fight, and fighting makes better 
politics to some extent. Cooperating does com- 
plicate your life — until you get started, that is.” 

Thomas and Foulds have preached that 
message across the province in the past few 
years and are widely regarded as the gurus of 
the public sector consortium. “Spreading the 


gospel is what it’s all about,” says Thomas. 


M in the financial crunch of the 1990s, 
people are starting to listen. 

Jim Andrews, the chief administrative 
officer and clerk of Wellington County, credits 
Foulds for the idea behind the Wellington 
County Public Sector Consortium and talks 
about it with the conviction and verve of a 
new convert. 

His group includes the county, the City 
of Guelph, the public and separate school 


boards, four area hospitals, a community 
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college, Guelph Hydro, and the University 
of Guelph; like KAAG, it’s a collective of the 
larger public sector employers in the county. 
But like a pupil trying to outdo his 
teacher, the Wellington group is much more 
structured than its predecessor. “Perhaps a lit- 
tle more than I intended,” Andrews concedes. 
For example, KAAG still does business in 
breakfast meetings held every six weeks or 
so. Members can opt out of any group pur- 
chase or activity. Foulds says the group did 
not want to create a bureaucratic monster 
that would threaten the autonomy of its 
members. Keep it loose and manageable, he 
says, and you won’t frighten anyone away. 
The Wellington consortium, on the other 
hand, has arranged itself into a collective of 
specialized committees of employees dealing 
with areas such as finance, human resources 
and purchasing — the result of a symposium 
held in May 1993 where approximately 200 
public sector employees from across the coun- 
ty were invited to share their ideas and con- 
cerns and get involved in the consortium. 
Andrews says involving employees helped 


alleviate fears that the consortium leaders 


1 


Jim Andrews, CAO, Wellington County — “Let the 
councillors handle policy and let the staff 
do the nitty-gritty.” 


had some secret agenda to cut jobs — a problem 


the Kent administrators faced when they 
were trying to get started. 

According to Ron Thertell, director of 
materials management for Memorial Hospital 
in Bowmanville and a veteran coordinator of 
two hospital consortiums, middle managers 
like himself can be a great impediment for 
top administrators trying to getting a con- 
sortium off the ground. 

“They fear that if they work well as a 
group, they will become unnecessary as indi- 
viduals,” he says. “But once you get over that 
fear, you'll see that cooperation frees you to 
do so much more. If all you do is fill out 
purchasing orders, you’re not progressing.” 

John Wheatley, director of education for 
the Wellington County Roman Catholic Sep- 
arate School Board, says involving employees 
not only enriches their jobs, but allows him 
and other consortium steering committee 
members to draw upon a wealth of expertise. 
“A top-down, bottom-up approach is neces- 
sary. It has to work both ways,” Wheatley says. 

He and Terry Lynch, director of the 
public school board, are unofficially but gen- 
erally acknowledged as the leaders of the 
consortium. 

And for good reasons: The school boards 
have a long history of cooperation. They 
have operated a cooperative education pro- 
gram jointly for 10 years to avoid competing 
for prospective employers. Like the Kent 
boards, they have amalgamated their trans- 
portation systems and expect to save $250,000 
annually for the next three or four years. The 
public board has a media library that it 
shares with the separate board. And they 
share curriculum material like mathematics 
lessons because, as Wheatley says, “math- 
ematics is mathematics, no matter where 
you go to school.” 

Wheatley and Lynch say their cooperative 


efforts over the years have allowed them to 


maintain the independence and responsive- 
ness of their respective boards. And for 
them, saving administrative money means 
they can put more money into the classroom. 
So the savings available in a broader consor- 
tium made that the next logical step. 

Last year, thanks to Lynch and Wheatley, 
the consortium received a $300,000 grant 
from the Ontario Ministry of Education and 
Training as part of a program to help school 
boards set up cooperative and cost-saving 
projects. The separate school board acts as 
the consortium’s banker. 

The grant immediately raised questions 
about the logic of spending taxpayers’ money 
to save taxpayers’ money. Don Gruber, pres- 
ident of the University of Guelph’s CUPE 
Local 1334, says as a labour leader he is not 
opposed to the consortium. So far, in both 
Kent and Wellington, the administrators 
have been careful to eliminate overlapping 
positions through attrition. But Gruber says 
the grant has simply been a “windfall” for 
Wellington. 

“It blows my mind that they got $300,000 
to form a consortium. Kent got things up and 
running with no cost to the taxpayers,” he 
says. “I have a lot of sympathy for rationaliz- 
ing the system; I’m a taxpayer. But not in the 
interest of bureaucracy, in the interest of the 
public.” 

But Lynch is quick to defend the grant 
and the group’s expenditures. At the sympo- 
sium, participants insisted they be kept 
informed of the consortium’s activities. 
Wellington is twice the size of Kent and, with 
its members scattered across the county, a 
good communication system is a must. So 
the group put a tenth of the start-up money 
toward a communications coordinator’s 
salary, newsletters and a directory of the 
membership. The rest of the money has been 
designated for projects that will generate 


sustainable savings. 


For example, the finance committee is 
considering spending about $20,000 to set 
up a consolidated banking system that would 
allow members to borrow money from the 
consortium at better than prime rates. The 
committee has been jealously eyeing the 
joint banking system in Kent that has saved 
KAAG members more than $500,000 since it 
was started in June 1986. 

Also, Wellington’s purchasing committee 
has been allocated $15,000 for a computer 
network that will link up its members and 
allow them to share the tender documents 
workload. The committee has already generated 
remarkable savings — $36,200 on a janitorial 
products tender and $11,200 on a bulk pur- 
chase of garbage bags, to cite two instances. 

Of course, as in Kent, Wellington’s 
members have the option of sitting out any 
consortium activities or purchases. 

But, inevitably, not everyone is happy with 
the new way of doing business. Andrews says 
there has been “some rumbling” from local 
suppliers and contractors that have lost ten- 
ders as a result of consortium activities. For 
example, the county used to buy toilet paper 
from a local supplier, whereas the group now 
buys it directly from the manufacturer. But 
Andrews is unrepentant, arguing that local 
businesses have demanded for years that 
government conduct itself more like busi- 


ness and keep its eye on the bottom line. 


In some instances, the regular communi- 
cation between members has allowed the 
group to almost stumble across opportunities 
to save money. Last year, the school board 
and the county discovered that each was 
working on its own rural address system to 
help locate houses on country roads. It was 
a glaring duplication of effort. Since county 
planners were further ahead, the consortium 
agreed to allocate $8,000 to the county to 


complete the project. As a result, the county 


has improved the response time of emer- 
gency services, and the school board was 
able to plan its bus routes more easily. 

But not all the benefits of cooperation 
can be easily quantified. For example, on 
September 1, the day Ontario’s Employment 
Equity Act took effect, Wellington’s human 
resources committee made a presentation to 
the steering committee. The University of 
Guelph had hosted a seminar for the com- 
mittee on Employment Equity where mem- 
bers shared information and concerns. Mike 
McKinnon of the separate school board 
explained how being able to collaborate with 
his peers across the county gave him the con- 
fidence to implement a complex piece of leg- 
islation. Without their moral support, it 
would have been a lonely task. 

“This is a massive, on-going program 
and I’m glad to see we can share information 
on this,” he said. 

Andrews says that spirit of cooperation 
has replaced the animosity that once charac- 
terized public sector relations in the county. 

In 1982, Wellington County council 
endorsed a resolution to officially condemn 
the public school board for its spending 
practices. There was a lot of finger-pointing 
going on, and no one was talking. 

The situation was much better in 1993, 
but when the consortium idea was intro- 
duced, “we tried to keep it as unpolitical as 
possible, to keep it at the staff level,” 
Andrews says, to ensure that changes in the 
political climate would not affect coopera- 
tion among the administrators. “Let the 
councillors handle policy, and let the staff do 
the nitty-gritty.” 

The spin off to elected officials has been 
an environment of open communication 
rather than open hostilities. 

“With administrators working together, 
the good blood filters up to the political 
bodies,” Andrews says. 


Andrews says that spirit of cooperation has replaced the 


animosity that once characterized public sector relations 


in the county. “With administrators working together, 


the good blood filters up to the political bodies.” 


That might provide some hope for the 
fledgling consortium in Northumberland 
County, where the relationship between the 
reeve of Hope Township and the public 
school board has degenerated to the point of 
near meltdown. Last year, the reeve actually 
threatened to sue the school board for what 
he saw as outrageous staff expenditures. 

So far, the consortium has made a single 
purchase of photocopy paper that saved the 
county’s small municipalities about five per 
cent. The school boards, already large volume 
buyers, did not save anything on the deal. 

Ron Sudds, a superintendent for the 
Northumberland-Clarington Board of Edu- 
cation, finds it frustrating that the boards are 
reaching out to help, only to be “slammed” 
by municipal politicians. But he is still will- 
ing to try, hoping the county will be able to 
help the school boards with such things as 
paving and snow removal. 

“It’s tough to take, but we’re working 
through it,” he said. 


Fran Aird, the clerk, administrator and 
treasurer for Hope Township, says she and 
Northumberland County treasurer Don 
O’Neill are determined to go ahead with the 
group, dubbed the Northumberland Coop- 
erative Purchasing Association. 

O’Neill says he wants to move cautious- 
ly, given the political situation. 

“We’re doing it slowly. We’re gonna 
crawl before we walk.” 

But Aird seems more upbeat, discussing 
her group with the same conviction Andrews 
displays. 

“They (the politicians) aren’t talking, but 
the staff are. We have our subcommittee of 
people and everything has been working 
fine,” she says. 


One more convert for the cause. 


For more information, Hugh Thomas can be 
reached at (519) 352-4500; Jim Andrews at 
(519) 837-2600. 


John Wheatley and Terry Lynch of the Wellington County separate 
and public school boards — a long history of cooperation. 
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the City of Waterloo asked its 
employees to find innovative ways to reduce 
expenditures, the public works commission 
found an answer right below everyone’s feet: 
Some of the biggest drains on the city’s budget 
were, well, its drains. 

The city’s sewers, pipes, hydrants and 
water meters all needed frequent repairs and 
regular maintenance. Through the city’s 
Continuous Improvement process, teams of 
employees from across the city worked 
together to pinpoint where things could be 
done better. 

To start, they decided old abuses of water 
could no longer be tolerated. In the past, 
home builders tapped into the city water 
supply when they started a project, using it 
to mix concrete and later to water freshly laid 


sod during dry summer months. Only when 


construction was finished did city employees 


go in and install a water meter. Waterworks 
coordinator Butch Voisin estimates the city 
lost about $200 of water per newly con- 
structed home that way. 

In 1992, the city introduced a flat water 
rate of $20 a month for home builders. The 
local builders association cried foul, arguing 
some builders were being forced to subsidize 
the wasteful practices of others. So the city 
offered them an alternative: If the builders 
would agree to install the meters during the 
early stages of construction, they would only 
have to pay for the water they used. The 
builders association accepted the deal and 
quickly brought everyone on line. The city 
increased its water revenues and only a sea- 
sonal job for a water meter installer was lost. 


Fire hydrant maintenance was also a 


@) 


waterworks responsibility the city deemed 
better left to someone else. The obvious 
candidate was the fire department. So Voisin 
and fire department training officer Bill 
Kohlsmith created a training video last year 
and handed over the job to the firefighters 
on a one-year trial basis, saving the city 
about $34,000 a year. 

Kohlsmith says firefighters are enjoying 
the break from routine and the opportunity 
to talk with people in the community. “It’s 
been a great opportunity to do PR work. 
People see us working on the hydrants and 
come up to ask questions about smoke 
detectors and fire extinguishers,” he says. 
“Sometimes it cuts into training time, but at 
least it’s something new and different. They 
like to get something done. Training gets to 
be a bit repetitive after 20 or 30 years.” 

Local firefighters association president 
Chris Collins agrees the added duties have 
been well received by the membership, and 
he supports the Continuous Improvement 
process. Unfortunately, he has to show up at 
committee meetings with a radio in hand 
and is often called away. 

“The fire department simply can’t follow 
the same schedule as other city employees. 
We’re trying to work it into our shifts, but we 


have to get involved in our spare time,” he says. 


U ndo ubted y the biggest shift in 


the city’s infrastructure maintenance is the 
result of a partnership with the University of 
Waterloo, With the founding of the Centre 
for Advancement of Trenchless Technologies 
at the university, the city will become a devel- 
opment site for a new method of pipe main- 
tenance and replacement. A Calgary company, 
Trenchless Replacement Systems, has opened 
an office in Waterloo, drawn by the prospects 


of city contracts and research money. 


With the founding of the Centre for Advancement of 


Trenchless Technologies at the university, the city will 


become a development site for a new method of pipe 


maintenance and replacement. 


The common method of replacing a pipe 
running from a house to a sewer is to exca- 
vate, often tearing up the driveway or the 
front lawn or even gardens that may have 
taken years to cultivate. 

With trenchless technology, a wire is 
run through the pipe from inside the house 
to a spot near the sewer. Then a cone is 
pulled through the damaged pipe, bursting 
it and simultaneously laying down a new 
pipe in its path. 

Former works commissioner and newly 
appointed chief administrative officer Tom 
Stockie says there are about 4,000 cases in 
Waterloo where the technology might be 
applied. With the traditional method, each 
drain would cost $6,500 to repair. With 
trenchless technology, about $4,000. 

But the new technology and job shifting 
has not been introduced without some resis- 
tance. Pietro Filato, president of CUPE Local 
1542, which represents about 90 of the city’s 
600 employees, says his people are being left 
behind in the rush to modernize. 

“We’re not opposed to the new technol- 
ogy. We just want our people to learn it, to be 
given a chance to work beside the company 
(Irenchless Replacement Systems) people,” 
Filato says. 

He says the company will not sell its 
technology to the municipality, so some city 
employees have been asked to leave and seek 
work with the company. So far, only one has 


done so. 


® 


And, at a time when job security is the 
union’s main concern, Filato points out the 
union received no guarantee that hydrant 
maintenance would automatically revert to 
the works commission if things did not work 
out with the firefighters. 

As a result, the CUPE executive has with- 
drawn its support for the city’s Continuous 
Improvement process. It pulled its three 
representatives from the program’s steering 
committee — now composed of four people 
from management, three from the staff associ- 
ation and two from the firefighters association. 

Stockie concedes some managers may 
have acted unilaterally in implementing the 
changes; the speed with which many things 
happened did not always allow for a proper 
consultation process with employees. 

But he and the remaining members of 
the steering committee hope CUPE will recon- 


sider its decision and come back to the table. 


For more information about trenchless technol- 
ogy, contact Tom Stockie at (519) 747-8741 
or Bill Garibaldi, manager of technical services 
for the City of Waterloo at (519) 747-8605. 
For a copy of the hydrant maintenance video, 
contact Butch Voisin at (519) 747-8613. 


Pietro Filato can be reached at (519) 886-2319. 
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Me ray 


Dave Sparling, manager of MBS’s Green 
Workplace, inspects a shovelful of 
compost and worms from Brockville 
Psychiatric Hospital’s vermicomposter. 


New ‘vermicomposter’ saving 


hospital thousands of dollars 


Brockville Psychiatric Hospital 
is doing its part for the environ- 
ment and saving about $15,000 a 
year in garbage disposal fees — 
all with the help of thousands of 
hungry and amorous little worms. 

The hospital has been test- 
ing a composting unit that uses 
about 270 kilograms of red wig- 
glers, also known as trout worms, 
to turn kitchen scraps into rich 
compost for the hospital grounds. 
The system uses two heated 8.5- 
metre-long bins that keep the 
worms cozy and active during 


cold winter months. 


As the worms reproduce, 
the extra ones are harvested and 
sold for use in other units. The 
manufacturer, Original Vermitech 
Systems of Toronto, has harvest- 
ing rights for the first two years. 
After that, the hospital can make 
more than $10,000 a year selling 
the two-inch wrigglers — perhaps 
even in the lucrative market of 
fishing bait. 

Dave Sparling, manager of 
the Ontario Management Board 
Secretariat’s Green Workplace, 


says the “vermicomposter” will 


pay for itself in about three years 
at that rate. 

Green Workplace purchased 
the unit for the hospital as part 
of a program to develop differ- 
ent composting methods. 

Original Vermitech Systems 
president Al Egan says his com- 
pany learned a great deal from 
the Brockville experience and 
has installed an improved ver- 
sion of the vermicomposter at 


the University of Ottawa. 


For more information, contact 
Dave Sparling at (416) 327-2671 
or Al Egan at (416) 693-1027. 


Leading by example 


Government partnerships show a Northern 


Ontario community how it’s done. 


On the shores of Lake Superior, 
a partnership between federal 
and provincial government agen- 
cies has inspired the community 
of Thunder Bay to roll up its 
sleeves and start “Making a Great 
Lake Superior.” 

That’s the slogan of the Lake 
Superior Programs Office, a 
unique operation that combines 
the equipment and experience of 
staff from Environment Canada, 
the Department of Fisheries and 
Oceans, the Ontario Ministry of 


Environment and Energy (OMEE), 


PROGRESS 


and the Ontario Ministry of 
Natural Resources (OMNR). 
The office opened in 1991 
through the efforts of manager 
Jake Vander Wal, then an employ- 
ee of the province’s environment 
ministry. He had been working 
on a plan to clean up the lake — a 
project prompted by the Great 
Lakes Water Quality Agreement 
between Canada and the United 
States. Frustrated that he had to 
deal with a multitude of govern- 
ment agencies and their overlap- 
ping mandates, he decided there 


was a better way. 


“I had been preaching the 
need to get all our government 
partners under one roof for a 
long time,” says Vander Wal. 

Senior management at those 
agencies finally agreed and gave 
him the money and staff to set 
up the multi-agency office in an 
old house donated by OMNR. 

Leading by example, the 
office has become a catalyst for 
partnerships between commu- 
nity and conservation groups. 
An initial government invest- 
ment of $3.3 million has netted 
an additional $8.7 million from 
34 community groups. 

“Forming partnerships isn’t 
difficult,” says Vander Wal. “We 
come up with an idea and some 
money and then act as a spark 


plug for new projects.” 


To date, the office and its 
partners have collaborated on a 
series of shoreline and fish habi- 
tat rehabilitation projects. In one 
effort to improve the Thunder 
Bay shoreline, the partnership 
saved about $500,000 on a $2 
million project. 

The office was a finalist for 
an award this year by the Insti- 
tute of Public Administration of 
Canada as a model of responsible 


government reform. 


For more information, contact Jake 


Vander Wal at (807) 768-2104. 


Big savings, all work guaranteed, 


no money down! 


Energy service companies can keep your 


expenses from going through the roof. 


Sometimes good ideas and good 
people just need someone to 
bring them together. 

That’s 


Chisamore and his team at the 


where Carman 
Ontario Ministry of Environ- 
ment and Energy come in. For 
years, the manager and staff of 
the Utilities Management Pro- 
gram (UMP) have been intro- 
ducing public sector building 
managers to the low-risk, job- 
creating, money-saving deals 
being offered by energy service 
companies. 

Companies such as GE, 
Honeywell and Rose Technology 
Group will retrofit the heating, 
air conditioning, lighting, plumb- 
ing and insulation of old build- 
ings, regularly cutting utility bills 


by 20 per cent or more. 


And they will do it with no 
up-front capital outlay from the 
building owner. The company 
does the work and is paid back 
from the savings over the course 
of a four- to eight-year contract. 
No savings, no payment. After the 
term of the contract, the savings 
belong to the building owner. 

Kitchener-Waterloo Hospital 
hired Rose Technology in 1990 on 
a six-year payment schedule. The 
project created 35 person years 
of work for plumbers and elec- 
tricians and chopped about $1 
million a year off the utility bill. 

The hospital’s director of 
building services, WR. Goodall, 
says “it’s a worthwhile project 
for those organizations that don’t 
have the capital to do it on their 


own. One has to consider the 


ever-increasing utility costs — 
they will become an increasing 
part of the decreasing overall 
budget.” 

To encourage hesitant man- 
agers to retrofit their buildings, 
UMP provided grants to help 
finance several projects and 
shorten the repayment period. 

For instance, seven Metro 
Toronto school boards received 
$3.5 million from UMP and 
additional money from Ontario 
Hydro to retrofit 33 buildings 
last year. The school boards 
added their own money to the 
grants and invested $25 million. 
Rose Technology got the nod 
again and invested another $17 
million on a repayment schedule 
that ends in the year 20 

Project manager Jain Hunter 
said the boards have see saving: 
of $2.5 million a year, 10 per cen’ 
higher than expect 
project created hundred 
for heating and air conditioning 


technicians. 


Chisamore says those and 
other projects have created 
more than a 1000 jobs and have 
cut public sector utility bills by 
about $12 million a year, lower- 
ing emissions and water use in 
the process. 

UMP will end on March 31, 
1995, but Chisamore says the 
project has proven the reliability 
of energy service companies and 
he hopes public sector managers 
will seek their services on their 
own. 

His team is also encouraging 
unions to finance retrofits with 
pension funds, making money 
available to schools and hospitals. 

Chisamore estimates UMP 


has tapped only into about 10 


per cent of the potential savings 


d buildings. 


or more information, contact 


‘Carman Chisamore at (416) 327- 


1267 or Marion Fraser, executive 
director of the Canadian Associ- 
ation of Energy Service Compa- 
nies, at (416) 927-9098. 


Ontario hospitals considered 


leaders in improving efficiency 


The work of several Ontario 
hospitals was highlighted in a 
recent national report that 
examined ways to improve hos- 
pital efficiency. 

For leading the way in the 
shift to admitting patients on 
the day of surgery — thus avoid- 
ing a costly overnight stay — the 


interprovincial report When Less 
is Better: Using Canada’s Hospitals 
Efficiently applauded the efforts 
of Greater Niagara General, 
Kingston General, Kitchener- 
Waterloo General, Toronto East 
General Orthopaedic and Welland 
County General hospitals. 

The report also noted the 


significant savings achieved at 
Toronto Hospital through the 
use of case management and 
care mapping. “By applying the 
principles to the management of 
patients following strokes the 
hospital was able to reduce the 
cost of care for these patients by 
48 per cent and the length of 
stay by 28 per cent over the 
course of a year. Applying the 
technique to the management of 
patients suffering from leukaemia 


there was a reduction in cost by 


” 


66 per cent... and the average 
length of stay went from 4-5 
months to just 4-5 weeks. 

The report’s 20 recommen- 
dations will be reviewed by the 
Joint Policy and Planning Com- 
mittee — a group of representa- 
tives from the Ontario Ministry 
of Health and the Ontario Hos- 
pital Association. The commit- 
tee has been asked to develop an 
action plan for further improy- 
ing the efficiency of hospitals in 


Ontario. 
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October 24-30: 

Technology in Government Week. The Ottawa 
show is Canada’s largest forum on using 
information technology to renew govern- 
ment programs and operations. It’s com- 
prised of three major elements: a govern- 
ment technology exhibition, a professional 
development forum and a federal awards 
gala. The forum offers more than 80 sessions 
on how technology is transforming govern- 
ment operations around the world. For 
more information, call Tom N. Iannella at 
(613) 731-9850 or (613) 724-0342 (cellular). 


November 15 

Re-inventing Government: A conference on new 
opportunities for public/private enterprise is pre- 
sented by The Financial Post Conferences 
and Air Canada in association with Ernst & 
Young. The one-day event takes place at the 
Westin Harbour Castle Hotel in Toronto and 
features presentations from speakers such as 
the Honourable Arthur Eggleton. For more 
information, call the registrar at Financial 
Post Conferences at (416) 350-6200. 


November 16: 

The recently opened Design Exchange in 
‘Toronto presents Your Offices and Your Bottom 
Line. BOSTI president Michael Brill will dis- 
cuss how companies are using radical office 
designs to increase productivity and save 
space. $35, includes breakfast. Contact the 
Design Exchange at (416) 363-6121. 


November 21 & 22: 

The Canadian Council for Public-Private 
Partnerships and The Canadian Institute 
invite you to join experts from government 
and the private sector to discuss Public-Private 
Partnerships: Innovations in Structuring and Financ- 
ing Public Services. The two-day event will be 
held at The Sheraton Centre in Toronto. For 


more information, call (416) 927-0718. 


November 24 & 25: 

The Canadian Institute hosts a conference 
on Selecting, Implementing and Managing Human 
Resource Information Systems at the Four Sea- 
sons Hotel in Toronto. What can an HRIS do 
for you? To find out, call (416) 927-0718. 


November 28: 

The Peak Performers Network presents 
authors and professional speakers Tony 
Alessandra and Betska K-Burr at the Metro- 
politan Toronto Convention Centre. Alessan- 
dra will reveal his Relationship Strategies for 
interacting more successfully with others. 
And K-Burr will teach you to Become a Cham- 
pion of Legendary Customer Service. For more 
information, call Zonda Baird at 1-800-279- 
UND ae, NES). 


January 23 & 24: 

Reengineering Call Centres, a conference hosted 
by the International Quality & Productivity 
Centre at the Sutton Place Grande Le Meri- 
dien in Toronto. The conference will focus 
on the redesign of call centres and customer 
service procedures. For more information, 
call 1-800-882-8684. 


February 15 & 16: 

“Human Resource Management: Preparing 
for the New Millennium” is the theme of the 
1995 Human Resources Conference in London, 
England. For more information, call The 
Conference Board at (212) 339-0345. 
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